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MIMORANDUM FOR: Deputy Director of Ceatral Intelligence

SULIECT: CIA/ DCD hinnazemont Relations Probleins
Under the NRO Concept

i,  EHver since the advent of the U-2 thers has been a nower
scragnle betweon the Central Inteliizence Azency (CLA) andc the Uk
o ::.; Alr Ferce (USAF) as to which would contrel, mancye, wad
angrate covert reconnaissance over denied térritory. The decivion,

s the tine of the U-2, was that such contrel and manzertent weuld
rest with the Cm The USAF would provide logistical and adi inizstra-
tive support, The resulting managersent structure during he J-2 cru
vocuwliad fn a one~man ghow run by Lir., Richard M, Disseli, wao
contrelled the eatire project, including the deveiopusent, the tochnical
Girection, funding, contracting, sccurity, and oporations, Colonel
Ceary was in charge of providiag tha support of the Adr Forca

faeiliticud, puch as, bases, industeial ec ulyl ent, fucl, tronoposinilon,
BETson ncl and ail base and grouvnd suppost facilitics, i
= sram could obvicusly not have been accompliched witinln wie
The Alr Force also furaished a majority of the funds, iz
~orment stracture was ideal - Lir. Bisscll had contrel of uil toe
LT EE rcf:uired. and reported t¢ no~one cxeept iy, Lulles, who
wrn delegated complete freecdom anda autliority to M. Ticsgell,
ith a rcc‘uire‘.a ent that he only be kept infoxrmed of major milestones

+

Z Since the U-2, the appearance of additional end sophisticated

sysienis end their related functmn" has created a very comulen
rmanasement sitvation, Instead of one reconnaissance syosteny we now

hove the U-2, its follow-on aircraft system the A-id, a wihole fanily
o catellites, and greatly enlarged related functions; such as, shisto-

raphic processing 25X1

R S

. 25X1
NRO review(s) completed. ‘
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Contracting, security, and numerous new develomnents which z
under consideration or have been recommended by variocus ssurces.
This expanding arsenal of systems, prajects, progrars, and functions
produced an expanding bure.mcracy Instead of a one-man sinle
manager direction of the covert reconnaissance projgram, we have the
Special Group; DCI; DDCL; D/NRC; DD/SET; AD/CSA; Direcior,
Program A, NRO; Dixector, Frogram B, NRC: Lirector, Program D,
NRC; Under Secrctary of the Air Force; all involved in
directing the covert recennaissance plan,

3. Ag the covert reconnaissance activity grew, the N=0 was

created to provide a functional organization which would coatrol o all
covert reconnaissance systeras and operations within the narcaieters
¢ o national yveconnalssance plan. Such an organization could Le rrade
w0 work but requires one of two thiy 283 (1) a chief exeeutive vwie has
tho final decisicon in the assignment oi functions and recwonsizilities
“rmony the pasticipating and competing grouns, or, (2)3 Ty Coriprorniss
sjreement by the groups on the division of functions. In the cace of
na ;\.\3 neither of these two is evident. Altoched is a ligtinog of
major projects plotied against five major managenent functioas,
‘westion marks depict areas of dispute and/or absence of aay definitive
gsignment of responsibility,

(‘3'

b

f‘J r

<. Such disputes have resulted in considerable confusion and
a siow~down of the entire National Reconnaissance Plaa because of the
iarge amount of time and resources devoted to argument.

.

5. It is imperative that this condition not be allowed to coatiaue.
{he solution is really not difficult. Only two things are required:
first, there must be a broad policy decision made between the Secvetavy
v u‘;iense. the DCI, or the President. In this resnect there are four
cholces

2. Make the NRO concept workable. This will talke
compromiise, mutual respect, prioy congultation on matter
of substance, and getting tozether to agree on some logzcal
divizion of responsibilities.

- Z
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b, Diaband the NRXO au unworkable and let the CIA
and DOD act independently in the acguisition and control of
covert reconnaissance systems,

¢. Let the situation continue as it is presently oparatin
and pormnit participating groups to maneuver and struylie
power and control. BSuch a line of action is souanctimes justified
because it provides competition. Under dcetailed consideration
this advantage is not likely to compencate for the ineifliciency
and confugion which necessarily regults {rom such an arranje~
meunt,

i
(#3
or

d. FHave the Presicent assiga the total covert reccunais-
sance function to either the ClA or the DOD. It should e
vointed out that in terms of pure capabilities the BOL couid
arovide all necessary functions, facilities, and cther assels
to gingularly carry out such an assignment. The CIA could not,
without assistance from the 20D,

Assurming that the broad policy decision is made to the effect that a

o=
oy o 3

W3O is desired from a nationzal atandpoint then the second thing that nuust
Le done iz to assizgn the projects, psrogranis, and functional tasis to the
»rogram divectors in a manney which will result in aa accept-

ehle compromise between the CIlA and the S0D., Tuxperience over the
vast year nas demonstrated the futility of attempting to assiga these
responsibilities on a piecomueal basis.

5. I such g division of assiznnients iz made therc are several
lozical division of functions, I recomuamend the following as a <eparture
reint for discussion:

2. Cive over~-all manzzement responsibility for gil
saztellite programs to the Uirector of Program A with adeguate
rgnresentation on control boards and evaluation comanilices to
“rogram B. Theve can be little doubt that the present Sirector
of Program A has adequate facilities and knovw=-how to perform
this assignment, He reports directly and exclusively to tae
] NRO and this vresurnably would make him iramediately
responsive to the requirerments of the DCI.
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b.  Assign initial developraent of the covert satellites to
the Director, Programi B. The gpecial raanagement technicues
available to the Director, Program B provide the most cecure
environment for the initial development of specialized highly
covert sysiems,

¢. Consistent with the reasons as rtated in 6. b. above,
aspign most new developments in the eatire field of covert
reconnaissance capabilities to include such iritial stadics as
follow~on aircraft, image intensifiers, ectc., to Program B.

d. Reaffirm the assiznment of the U-2, CHXCART,

as total management responsibility of Director,

Program B,

e. Hliminate | | consolicating
those aircralt into the OXCART program.

. Continue manarement relations of KEDLOCK aand
R-12 a8 presently admiaistered.

Z. Assign all managerment functions for photorrephic
processing, photozraphic supply procurernent, and phcto-
grapnic R&ED to Director, Prograim B, This would mch_\.e
orzplete marayement control of the Enstiran facility and the
sgigniment of prccescm; taslks to the Westover Air Force

cility, the Suitland Naval Processing facility,
|:Z|as required to meet the National Reconnaissance ~ian.

h. In line with the above assignments assign the aatellite
valnerability project to Director, Program A and aseion the
aircraft vulnerability and countermeasurcs to Director,
Program B,

g]

s

i. Leave the satellite operations center under the
Director, NRO.

j. Lecavo the air operations center under Director,
Zrogram B.
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k. Cancel the TAGDOARD program. This prograru is
controversial, dilutes Lockheed's over-all capability, threateas
the security of the OXCART prograre, and has little onerations
success probhability because of multiple systemo involved.

1. Assign other smaller projocts or tasks, such as, 25X1
| ete.,

an & timely basis clearly defining respoangibilities in these
taanagenent arveas of technical direction, operational contrel,
contracting, security, and budzeting.

JACK C, LEDTFCRD
Colonel USAY
Aosistant Director

25X1

Attachments - 2

cc: DD/S&T

5
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Attachment §2 25X1
AMATOM™ O U“ """’(“”\T" I NRO AMANAGW AL WMNT ("A” NG
COWNTLIC 3 ‘L‘T*.‘}JJ“ PARTICIPATING GROULR S

i, Who directs schedules, and programas for film processing ?

Z. Who directs the developrent of better processing methods,
eguipment, and technigues ?

3. Vho controls the scheduling of satellites?

4. Who has technical direction and decision making authority
in the satellite payload area?

5. VWho will have technical direction and operational control of
TAGSOARD?

6. Who is responsible for developing capabilities in:

25X1 a.
b.

.

7. Vho is responsible for mplementing Purcell Panczl
recommendations ¥

25X1 8.

i0. Who will manage any OXCART follow-cn aircraft program?

i1, 25X1

What is the division of managament responsibilities ia th
areas c;x' technical divection, operational control, accurﬁ:y. contrac
aud budzeting among all the projectes and programs underx the NRO?

Nr

‘t:u.

.

13, What are the budget and funding procedures within the NRGC
and between its participating groups?
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Col. Ledford wrote to DDCI to register dissatisfaction with the NRO
management concept as currently operating.

"Since the U-2, the appearance of addtl and sophisticated systems and
their related functions has created a very complex management situation.
Instead of one recon system we now have the U-2, its follow-on a/c
system the A-12, a whole family of satellites, and pgreatly enlzaged related
functions such as photographic processing, | 25X1
25X1 |contracting, security, and numerous new developments. ..
This expanding arsenal of systems. projects, programs, and functions
produced an expanding bureaucracy. Instead of a one-man single
manager direction of the covert recon program, we have the Special Group,
DCI, DDCI, D/NRO, DD/S&T, AD/OSA, Director, Program A, NRO;
Director Program B, NRO; Director, Program D , NRO: Under Sccty
25X1 of the Air Force;

"As the covert recon activity grew. the NRO was created to provide a func-
tional organization which would control all covert recon systems and opns
within the parameters of a national recon plan. Such an organization

could be made to work but requires one of two things: (1) a chief executive
who has the final decision in the assignment of functions and responsibilities
among the participating and competing groups, or, (2) by compromise
agreement by the groups on the division of functions. In the case of the
NRO, jneither of these two is evident.

"Such disputes have resulted in considerable confusion and a slow-down
of the entire NRP because of the large amt of time and resources devoted
to argument.

"It is imperative that this condition not be allowed to continue. The solutioh
is really not difficult. Only two things are required: first, there must

be a broad policy decision by the SECTy of Defense, the DCI or the Pres.

In this respect there are four choices:

1)Make tne NRO concept workable. This will take compromise, mutual
respect, prior consultation on matters of substance and agreeing on some
logical division of responsibilities.

2) Disband NRO as unworkable and let CIA and DOD act independently in
acquisition and control of covert recon systems.

3) Let situation continue as presentl¥ with each group maneuvering and
struggling for power and control (this type of action sometSimes justified
in sense that it provides competition--however not likely to compensate for
inefficiency and confusion resultins.)

4) Have the President assign the total covert recon function to either
the CIA or the DOD. DOD could provide all necessary functions, facilities

andAoﬁﬁ’r%’fiﬂjﬁ&tfz&féa%aerfdb%fguﬁ??]&lﬁmﬁmbm7&%-§°u1d not

without assistance from D
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